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MEMORANDUM FOR: DEPUTY DIRECTOR OF TRAINING (SPHC IAL) 


SUBJECT ; Interviews reports and recomendations relative to 
Assessment and Evaluation Branch 


PART I 


I. Upon assuming our assigned responsibilities on 7 July 1952, 

it waa decided by unanimous consent that a survey of the attitudes 

and interests of ell members of the Agsesement and Evaluation Staff 
should be underteken before formulation of recommendations for future 
po.icy. It was further decided that thie end could best be met by 
asking each member of the Staff to meet with the four senior members 

of the A&E organization, Consequently, on the afternoon of 8 July, 

the interviews were begun. and completed, Wath ine cicveption Gb wd 
members, the aiverooon of 15 July. smncicsure A is @ list of the 
individuals interviewed by day scheduled. [[sdjacted as 25X14 
chairman of the group ami each person Was encouragedto express any 
opinions, attitudes or suggestions he or she desired on the basis that 
“they were not committed by any remarks at thia time, but that their 
help was being sought to as&ist in the ultimate formation of policy ... 
recommendations. Each member of the group including the interviewee 
“Was encouraged to ask questions and an attempt was made to have each 
person describe his present assignment, his attitule towards it, his 
immediate future plans and his ultimate ambitions. 


2. On the basis of these interviews, the following reactions are 
presented as the result of our interpretation of the attitudes expressed, 
For convenience, the staff is divided into three divisions, ihe Profes- 


25X1 
25X1 


fiieWtksricel Stet 7 25X1 


THE PROFESSIONAL STA¥¥ 


In general, the attitudes of the professional steff may be 
gummariged as willingness to cooperate Fee enthusiasm 
to limited enthuaisem, The specific attitudes are in’some cases 25X1 
Pioult to describe, but as seen by us sre believed to be as follows: 


ier 


Approved For Release 2003/04/22 : CIA-RDP80R01731R001800100012-3 


25X11 Approved For Release 2003/04/22 : CIA-RDP80R01731R001800100012-3 


Next 5 Page(s) In Document Exempt 


Approved For Release 2003/04/22 : CIA-RDP80R01731R001800100012-3 


SECRET 


OLuUrh ' 
Approved For Release Subd etor iat RPP80R01734R001800100012-3 


25X1 
25x1 — 
25X1 
— 26x1 
a 26x1 
Lo 25X14 


SANE IT 


On the basis of our interviews and discussions, the following recom- 
mendations and comments are presented for consideration and action: 


a, Mirele 


it ig evident that general sorale contimaes at lew ebb. The 
fectore contributing to this situation are complex but may be 
summarized as follows: 


(1) Indecision and insecurity on the oart of the professional 
staff due in part to a failure carefully te define orefessional 
atatus end regponeibility; indecisiveness 48 to the possibilities 
of developing a competent orefeesional pregran within the CIA 
adniniatrative framework; lack of time to evzlunie adequately 
srocedures and functions; and poor communication channels between 
aM consumers and A&E staff. ° TaN 


(2) bask of understanding and marked insecurity on the cart 
af the sub-profeasional steff due to a lack of dynamic suvervision 
and leadership; failure to define job goais, enpertunities and 
on-the-job training; lask of rapport between the professional 
ateff and the sub-professional staff; and failure to define e 
clear cergonnel policy providing equal status for equal pay and 
realiatio assignments in accordance with pay grade and experience. 


(3) Cooperative but somewhat eemtious acceptance of cnange 
by the clerical staff with problema related to failure to provide 
realistia mupervision; a widespread feeling that the work load 
ia irregular; and en attitude that pereonnel policies and orocedures 
Reh rr 
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be more clearly defined and meade available to all levele of 
the organization. 


As mmm. i H 


1. That immediate ateps be taken by higher authority to reassure 
the profasaional staff as to the atability of the assessment, evaluation 
and teating functions with emphasis on the fact thet any planning, ree 
eveluation and reorgeniszation will be worthwhile and sympathetically 
received, 

ae 


2» fhe official cognisance be directed to a definition of the 
professional status of paychologists in CIA and that steva be talicen 
to ingure thet the administrative versonnel over ACE have full and 
unqualified faith in the vrofessional integrity and vrofessional 
competence of the AtE ataff as now constituted, 


3- ‘That the A&E staff supervisory personnel de charged with full 
responsibility for promlgeting general personnel policies and proce- 
durea with the advice and consent of their suvertors which will inelude 
realistic job definitions and job assignments as well as promotional 
possibilities and procedures. ; 


‘ That aovropriate action be taken to promote the clear 
underatanding that the responsibility for providing dynamic and 
meaningful supervision and leadership is that of A&E suoervisory 
gergonnel, but that 1¢ also 12 inecambent upon the supervisory personnel 
over A&E to provide the climate and circumstances to make such leader- 
‘shiv poasible. 


4. That serious study be made of the feasibility of consolidating 
the several psychological services within the Agency into a single 
organization ag a means of bolatering the vrofessional etatua of those 
engaged in psychological work, assuring a consistent, coordinated 
-rogram of professional supervision and control, and effecting 
economies in manoower, in recruiting efforts, and in professional 
sroductivity. 


2 i 


In order to m-et even the present commitmente of the A&E 
staff, it is aoparent that replacements must be sought to fill 
the vaganciles created by regent traneferea. Aa ia well-known, 
she oroblem of recruiting competent, qualified psychologiets is 
difficult at best. However, before effective recruiting oan be 
undertaken, the positions available mst tbe made more attractive 
“rom a orofessional point of view than is now poesibie. Effective 
recruiting is vessible only when engaged in with sincerity and 
conviction, Until the morale factors discussed cbove have teen 
considered and some ateps taken to vrovide implementation of 
changes, effective recuiti $n go! posgible., However, every 
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attempt will be made to survey the avetlable market and re-open 
contacts so that an intensive reoruiting program can be under 
teken by 1 September. 


Hegommendatians: 


1. @hpt immediate steps be taken to consider qualified candidates 
for the ultimate assignment as chief of the assessment and evaluation 
steff or his equivalent. This verson should be & highly quelified 
peychologist whoee training and experience hag been broad and general 
rather than narrowly apecialised within a single field of payohology. 
the nost important qualification of sush @ person ghould be a record 
of successful experience as administrator of a profeselenal group 
engeged in work similar to ours. 


2. Thet every effort be made to secure applications from quali- 
fied psychologists suitable for integration into an intelligence 
organisation. 


3. That as soon as feasible a conference be held with the A‘ 
steff and branch ohiefs to discuss recruiting oroblems and procedures. 


cad a 


The asgesament process has had a polyglot development. it 
ia the vroduct of many ideas, attitudes and varied experience. 
Due to the contimed emergency nature of its service, there has 
never been any opoertunity to re-evaluate, aystematize or stream 
line the vrocesa. It is now apparent that a detailed study of 
the >rocess in light of ite experience end reqults is necessary 
and easential. The re-evaluation oan only be made by the whole 
Assessment professional staff operating together and this mst be 
made regardless of cost in time if further service is to be 
effective and efficient. 


& tons: 


1. ‘That authority be granted to spend the time necessary to 
re-vamo the Assessment process even if this entails a brief ceasation 
of our service function. 


2, ‘het authority be granted and assistance rendered in making 
it possible to consult with assessment consumers at all levels to 
evaluate the assesament product and to furnish ideas and attitudes to 
implement modifications and changes. 


3. That cooveration be given toward the establishing of effective 


liaison with other organizations, both governmental and private, which 
are engazed in operations or in research in fields related to ours. 
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Research and Validation is literally the life vloed of & 
functioning, effective aesesenent and evalustion progral. The 
systematic follow-up and continuous evaluation of the ASE 
processes insures & really professionel service. Although this 
hes long been recognized, the plenning and implementation of this 
Branch 1e far behind sghedute. immediate results cannot and ehould 
not be expected, but long term and long range planning is essential. 
A few Limited research projecta have now been undertaken, but 
much remains reletive to planning. Lt should be pointed out that 
every independent survey of the A/E function has pointed out the 
deficiencies in this ares and it can be anticipated thet any 
future survey would continue to serve the Agency for failure to 
provide tnis service. , 


1, that as econ a8 the Chief, Adi is selected, steps be ingti- 
tuted to recruit 4 well-qualified senior veychologiat who can provide 
the kind of orofessional Leadership essential for 4 functioning end 
oro ductive research orogrert. 


2, That immediate steps be taken py the vresent REV ataff to 
describe in detail the essentials of & good research program and that 
ap soon as this is completed it be gubmitted to higher authority #0 
that the feasibility of the program can be ascertained. This will 
entail considerable discussion and explanaticn, the time for which 
meh be sade available. 


", ‘Training Byaluation' 


‘The training eveluetion function is probably the least 
understood activity of the AH framework as now constituted. 
The atrong internal leadership formerly existing ther: oas8 been 
dissipated with a resultant serious collapse of morale and esorit 
d'eoros., it will take time and patience to fully comprehend the 
scope and sotentialities of the THB operation. At the present 
time, we do not have & psychologist on our steff who hes the 
vind of training most adaptable to the training evaluation 
function. 


dacoumendationg: 


1. ‘hat immediate steps be taken in conjunction with ‘raining 
(i) staff oersonnel to carefully outline and detail the functions, 
resoonsibilities and .otentialitics of the Training Twaluation 
Branch in light of new organization and policies. 


2, ‘Tnat as soon a& ¢ghe Chief, AcE is selected, steps ve takento 
geleot a cnief of the training Bealuation Branch who possesses training 


Appr 
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and experience in the *dusational Psychology or Industrial Psyehology 
field. , 


¥, Zhe Qverseas Crogram! 


It is our unanimous opinion thet any 4¢E program that docs 
not vrovide the opportunity for related field experience, is 
unrealistic and unproductive. Next to the question--and in 
some respects equal to--the need for a dynamic research orogran, 
the need for field experience is both essential and desirable. 
The imolementation of the present overseas program does not 
augur good future relationehips., © want to go firmly on the 
record at this time that some semblance of eontrel and supsort 
magt be maintained by the A&E staff, te question thet the vresent 
staff for overseas aesigiment is being selected on the basis of 
motivation and qualificationg and the poseibility of other than 
Lip~service cooperation is very remote. “€ feel very strongly 
that a suocessful overseas program requires :ersonnel who possese 
certain svecial vrofessional skills and motivational attitudes, 


2eeomm i H 


1. That as soon as feasible a policy conference be called to 
outline the functions and reeponsldilities of the Af¥ ataff in over= 
sees aasegsment in which such terms as “professional control” and 
tnrofessional support® be clearly defined, 


>, hat until such time as formal policy be defined, the 44:7: 
ateff be a participant in all phaces and planning in the immlementation 
of the current overseas program 


G. Polyerankh training! 


There are vhases of the polygraph training that are legitimately 
the funotion of psychologiats. Yowever, thera are also aress 
clearly witnout the scope of peychology. ~The supervision and 
adminiatration of such a course does not aypear to be a legitimate 
function of the ALE ataff. 


Segoumondations: 


1, fhat the A#= ateff have no supervisory or adulnisgtrative 
control of the @olygraph Course and that any future resumption of tha 
course be under the cognisance of a training activity rather than a 
staff activity. 


2, hat A@E continue to furnieh professional support where needed 
and requested by whoever assumes control of the Polygrach course. 
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3. ineservice training: 


Presumably, the professional members of the 448 staff need 
Little if emy additional formal professional training. Sowever, 
the unique problemas of an Intelligence Organization require that 
formal and semi-formal procedures be adopted te insure thet the 
membera of the Assessment and Evaluation staff have every 
sucortunity te gain current and meaningful information on 
intelligence work. 


Ll. ‘thet eid from profeasional intellirence sersonnel be furnished 
to agaist the A&E staff in instituting a seminar or discussion group 
on the needs, reactions, results and problems cf the Intelligence 
prefesgion as related to the A&E process. 


| Acting Chicf 


Assesament and Evaluation Staff 


[| Chief 


Research Branch 


| Chief 


Assesament Branch 


ee 


Training Evaluation Branch 
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14 July 1952 


AEST SOPs Change of Aselennent 


1. in accordance with the direction of the Deoity Director 
of ‘Yraining (3), you are hereby detached from assignment with 
the Agsegsment and yaluation Staff end directed to renort te 

for further assignment. 


=, Until such time ag other office svace and facilities 
are assigned, you are welcome to use any AssessMent and Fwaluation 
feecilities necessary to implement your new assignment. 


3. Aetion has deen initiated with the Sunvort Staff, “raining 
Division te »roceas the necessary capers to make this change official. 


Tecererenr car listing, onter 25X1 
Aasesemen Waluation Staff 


JG /med 
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11 July 1952 


msionammom Bo: TO 


SUBJECT: Agpignment 


L. M@&@ective thia date you aré assigned for duty within tne 
Assessment Sranch as Speaial Yxaminer, 


>, in tais assigament it will be your resvonsibility: 

fa) ‘lo interview each assessment candidate 

(>) To design, to conduct, to analyze and to eveluste 
guch special group situations as you feel will 
contribute most in the asseasmont of each gandi- 
date and hia specific presented oroblem, 

(c} To report jour findings on eagh candidate orally 
and/or in writing, as you may deeide, to the 
specific paychologist having responsibility for 
preparing the assessment report. 


(a} To perform suc. other duties os May be requested 
by the Chief, Agsesement Branch. 


3, This is a temporary indefinite assignment. 


Ghief 25X 
dg sesamient = at, 3) 1 


2ES /med 
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